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VEMORANOUM FOR THE DIRECTOR OF ChiTHAL INIELLIGENCE

SUBJECT: State/Defense Staff Study

I. Analysis of the Staff Study
1. The actual cbjective of subject study and its impleventing

NsC directive is to chang= the individual statutory respongibllily of

the Director of Central Intelligence for the production of national
intelligence, to that of a coliective responsibility of the Intelligence

Advisory Coumitbtes.
2. The study accomplishes its actual objective in the H3C Directive
as followss -
a. by interpreting the National Security Act of 19L7 as
smended in paragraph 10 b and 10 ¢ in the following manners
{1} "... Until the emergence of a national estimaie or
study from the IAG, collective responsibility is inescapable
under the Act of 19L7."
{2} "... The full statutory resporsibility of the D/CI
for the production of national intelligerce becomes operative
only when « » o Liral drafts of national estimates or studies

are recomended by the IAC to the B/CI.®
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b. by defining nationzl intalligence in paragraph 2 in such
a way as to preseribe its production as being a “gooperative process
of preparation® {produstion by coraibtee) for the purpose of lntegrative.
(i.e. incorporaiing the substance of) the best intelligence opinion
of the departaments.

6. by providing the IAC with responsibilities in paragraph 3
for planning, prescribing scope and terms of reference, initiailng
projects, reviewing and acéepting or rejecting drafts, and, in certain
cases, producing national intelllgence estimates and studies, including
related liaison and coordinating functions prasently allocated to
the D/CI and CIA.

d. by providing in paragraphs 5, 6, and 7 an organirational
realigmment of the intelligence preduction facllities of CIA which
tranafers the current intelligence and estimating facllities from
the jurisdiction of the D/CI (except for edministration) to the
functional direction and operational control of the IAC, and further
which provides the IAC with responsibilities for fumctional dirsetion
of the remainder of CIAts intelligence production and collsction
machinery. (See Chart attached under Tab A.)

3. Using the National Security Act of 1947 as amended, the NSCID's,
the Dulles Report and NSC 50 as terms of vreference, the study asserts:

a. that cxperiencs bas indiceted that the quality of natiomal
intelligence estimates has not substantially 5mprcv_e=:l gince issuance
of NSC 50 (1 July 199},
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b. that umwarranted duplication of effart as between the

various agencies has continued.:
o - In support of these assertions, the study states that the above
conditions result in large measure froms

a. disagreement between CIA and departmental agencies as to
the meaning of nationsal intellligence.

b. inadequacies of existing mechanisms and procedures far
the production of national intalligence.

c. continuing internal CIA confusion between its responsibility
for producing national intelligence and miscellaneous research and
reporting.

5. The study concludes that remedial action required consists of:

a., re-defining national intelligence in such terms as to
prescribe the principle of collective responsibility of the IAC
for its production as the criterion which distinghishes it from all

other kinds of intelligence.
b. Revising existing mechanisms and procedures in accordance

with the principle of collective responsibility.

¢. reoarganizing CIA to place its current intelligence and
-estimating facilities unler the functional directioa and operational
control of the YAC, and the remainder of CIA's production and
collection facilities under the functional direction of the IAG.
6.  Accordingly the study recommends that the NSC:

a2, approve and issve the implementing NSC directive attached
to the study.

SECGRET
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b. Referonce foetica 102 @ "...such intelligence as relates
to the national securiiy sad is possessed by such departments and
otiier agencies of the guvermnent. » o shall bae made available to the:

Director of Cemntr:l lintelligemea ror corrclation, evaluation, and

digsaminations. « ¥

2 Moreovar, the luudional Seeurity Council in HSC 50 has disavowe:

T 8B

the prineciple of collexidye responelsility for the production of nationai
intelligence as follows:
¥, . . we do no. believs tasc the Diregior and the IAC should
b2 bound by the concept ai collective responsibility because tais
would inevitably reduce ccopdinsisd national intelligence to the
iowest common depcmisator among the agancies concaerned”n,

3. It is therefcre neither the imtant of the Congress nor the NSC

that the responsibility for natiomal intelligence production should be
other than sn individusl responsioility of the D/CI and CIA.
L. In addition %o the foregoing, further objections to the principle

of collective responsibility are stated as follows:
2. The primsry mission of a departmentsl intelligence agency

is to fulfill the intelliger¢e requirements of ita own Secretary or

Chief of Staff, as the case may be., Because of thls situation, 1t

inevitably follows that:

. b. Departmental intelligenoe responsibility in a given fileld,
such as naval affairs, is vsemishle. Intelligence estimates in a
cleld of this kind may essily become ™ational® in importance, but

they do not became "natdonal® in character until related to other
Approved For Release 2002/01/02 : CIA-RDP67-00059A000200040015-9
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"national”, not departmental, aspects of the situations from which
they arise. This process of relating all pertinent "national®

aspects of a situation is a truly national intelligence fumction,
not a collective departmental responsibility, which must be
performed by personnel selected and trained for the purpose, among
whom departmental personnel can profitably be included, provided
they become an organic part of the national intelligence machinery.
' c. The production of nationally important departmental

intelligence is not equivalent to the production of national

intelligence, yet the contrary presumption is inherent in the cencept

of collective responsibility, a concept which gives final control
over a carefully synthesized intellipence product to individuals
who have no responsibility for, or experience with, the process of

intelligence synthesis at the national leval.

d. The factor of timeliness in the production of intelligence
is important at all levels. This is no less true at the national
level. The proposed arrangememt would interpose two additional
layers in the review and coordination process, namely the IAC Staff,
and the assembled IAC. Even if this were scund in theory, it would
be monstrous in practice and tend to reduce the intelligence process
to an historical process. ‘ri.meliness would never characterize
naticnal intelligence under such procedures.

. The principle of coliective responsibility on any basis
inevitably invites the participants to consider and assume respansibility
for zll aspecis of the estimate, not merely those within his particular
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departmentzl {lelds of responsibility and compstence. In effect this
principle gives each zvency an equal volce on issues outside ite
normal responcibdilities and competence. _

£, It is insscapsble wmder any working principle of collective

S A e e

responsibility tc avoid the pitfall of national intellipence bacoming

merely-coordinated intelligence which in effect is joint-intelligencs,
at the mercy of departmemtal blas., CIA came into being out of the
.’mtailigence exporience of World War II wherein the JIC/JIS intelligence
process resulted in reduction of intelligence to the lowest common
denominator,
ge It is the individual respensibilities of the departmemtal
agencies to CIA that are of importance here. Their }.Ei“..i;;ﬁ.dl’:‘;.l...
collaction affort and production effort is required and must swpport
national inteilipence production. The principle of collective
responsibility merel& invelves them beyond their responsibllities
and competence and slows dowm the entire national intelligence production
process,
5.  CIA caunot support the primciple of collective responsibility
on any of the bases in which it permeates the subject study. CIA does
most assuredly require that the individual responsibilities of the depart~
meital agencles %o CIA in support of CIA's mission bes recopnized wneguivocably,
and be fulfilled on a vricrity bosis unon request by CIA of the department
concerped, Thess éspartmental respomeibilities are delinaated and included
in the revised NSCID sttachod hatreto uader Tab B,
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6. The assertion in the study that "Experiemce has indicated that
the quality of natlonsl intelligemce egstimates has not substantislly
improved since the issuance of NSC 50" (1 July 1949) carrdes with it
the implication that CIA's eatimatc3s are qualitatively deficient., Farther
the study does not identify the source of the stated "saperisnse®, nor
clarify the natwa of the implied gualitative deficiencies. With respect
to these two points;

a. an immediste survey should be made at the policy, planning
and operatiomal lewela of the government, partlcularly the NSC Staff
and the Joint Chiefs, tov detarmine whersian CIA's intelligencs production
is gqualitatively inadequete in order that specific remsdiul sction
can be taken. '

b. if the Rexperience® cited has occwrTad solaly at the
intelligence level in one or more departments, then it would be
appropriate for & discussion of particulars to be conduoted within
the IAC.

2. in either swent 1t would be ill-advisad for the subject
study to recsive consideration by the ¥5C until it has bean precisely
determined exactly what i3 meant by the above stated assartion.

7. The charge that Mewarranted duplicatiorn of effort as between
the wvariouns agencies has contimued® canmot possibly apply tc national
intelligence production, which iz the subject wumder discussion in the
Staff Study. Moreover, CIA is tho only agency responsible for the production
of national intelligence, therefore duplication of any kind in the fisld
is illegsl by statute and WEC intalligence directives. If, howewver, the

assgdl RDy aoVale fea st 2083 3 o2 oo imtalpd povus smodenddono than 1t is
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believad that this assertion is more wvalid in theory tham im fact. CIA
has negotiated an Interdepsr-tmental Operating Procedure designed to
accomplish an interchange of information on projects mndertaken by each
of the departmental intelligence agsmcies, Until very recently only the
Department of State has complied with the procedure. Then and if the
procedure becomas fully operative within each departmental agency there
will be a basis uponthich action can proceed to reduce such duplication asz
may arise,

8. The assertion that “contimming disagreecment between CIA on the
one hand and the departmental agencies on the other as to the meaning of
national intelligence® l1s true; as evidenced in aubject stuly. CIA camot
accept the definition of natlonal intelligence which the subject study
recomnends in view of the fact that the definition prescribes the principle
of collective respomsibility of the YAC for its production as the eriterion
which distinguishes it from all other kinds of intelligence. Accordingly
CIA has re-defined national intelligence in terms of content and end use
and as an indlvidnal statutory remponsibility of the Director of Centyal
Intelligence and CIA. A copy of thir definition is incorporated in
Section 10, paragraph 1 of the attached NSCID mnder Tab B,

9. The study further charges that eaxisting mechanizms and procadures
for production of national intellipemce are inadaquate on the grouds that
they do not insure its production in accordance with the principls of
collective responsibility. Aceardingly, CIA; for reasons expressed under

R
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Section II, paragraphs 1 dwough 4 on thils principle cammot accept the
mechanisms and procedures :ccamusnded by the study. The NSCID

under Tab B attached hereto, prescribes mechaniams and procedures which
are acceptable *o CTA and mhich will provide for the more effective
production of nstional intelligenco if the authorities of the Director
contained therein are approved by the NSC,

10, The so-called “econtimuing intermal CIA confusion” betwaen its
responsibilities for producing national intslligence and miscellaneous
ressarch ami rebort:!.ng has bacome an over-worked cetch phrase and actually
stems from external confusion regarding the individwal as distingiished
from the collsctive departmenial responsibilities to CI4 in suppart of
nationsl intelligence produvction. As long as the departmental agencies
neglect to meoet their individual respomsibllitdes to CIA, then CIA is
required to engaze in the rroduction of such miscellaneous intelligemce
as may be necegsary to provide the intelligence basis and framswork
required in the vroduction of natdonal intelligonce estimates,

III. Conclusions
1, That CIA must reject the subject study as being unacceptsble
on the grounds that the (a) assertions in the study are not supported in
fact and comtain implications which must be elarified prior to referral
of the issue raised by this atudy to th§ N5C, and (b) that the principle
of collective recponsibiliity of the IAC for the prodlxc;tion of national
iatelligence is in conflict withu the Natliousl Security Act of 1947 as

i alle o
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smonded, thst this principle has bsen disavowsd by the Fational Security
Council in NSC 50 dated 1 July 1949, aud further, that this priseipls is
invalid on the gromds that 1% violates the concept of a stromg Ceniral
Intelligence Agency, removss the control and aﬁthority of the Direcetor
of Central Imtelligence ovar meshanisms presently available to him to
digcharge respongibilitiea for which he is held solely responsible, and
tat it iwposes duties upcm the departmental apgencies which exceed their
pari.icular respongibiiitiss and competence.

2. That the subject gtudy probably originated at the intallijgeme

level of the Depar%ment in view of iis strong ressmblance %o one of the
four Armatrong proposals.

3o That in view of the emergence of subject study, CIA should
press for NSC action on its attached draft XSCID.

IV. Recommendations
1o That you forwvard the lettor atiuched wnder Teb G, in reply to
Mr. Webb, encloslag a eopy of the NSCID $neluded wder Tab B,

THECOORE BABBITD

Assliztant Directer

Reporta apd Deting bes
CONCURIENCE
 Bxeoutive; CI
General. Comasl

Chiaf, COAPS

Chief, OS5I
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